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MEMORANDUM FOR: NFIB Principals ’

FROM: Richard Lehman
Vice Chatrman, Kational Intell{gence Counci}

SUBJECT: Procedures for Production of NIEs and SNIEs °

At the KFIB mceting of 7 July, the DCI established a Working
Group on Procedures (chafired by Chairman, NIC with representatives
from INR, DIA and CIA) with Instructions that it report back .ito
NFIB at 1ts next meeting. The attached draft was prepared on the
basis of Horking Group discussion and has been approved by ﬁhe

DDCLsSor dis~issions at the NFIB meeting on 21 July. L
i ‘,;" .

Lo

Richard Lehmnan

Attachnient:'
Procedures for Production
of NIEs and SNIEs, dated 15 July 1981

!
DERIVATIVE CL BY SIGNER
REVIEN ON July 1987
Derfved from Multiple
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Catenories of Estimatag
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I. Those orfented to a current event or policy {ssue, - The need for

L L B XY

such an ¢st1mate will normally ar{se from the policy fbrwulation process,
To be useful such.estimates must be brief and timely. Papers directed at
relat1vel\ narrow question., #~d4 on particularly short deadlines will

norrally je produced as SNIEs. This category 1ncludes 'Contingency estimates,
e.o., "Hhat would be the reaction 1f the ys did X?" There u1!1 8l1so be &
number of broader NIE's, however, particularly {n the political and economic
fields, that fall in the category of event or policy-issue paéers. Production

will be governed by the "fast track" procedures discusscd be]éw (page 4).

I11. N!E‘s derted to potent{al future policy concerns, l g.» Yugoslavia

after Tito. Papers in this cateqory will take somewhat longer to prepar:

than those tied to more 1mmcd1ate concerns, and may {nclude extensive back-up

endlysis. Production wil] be governed by more dels berate oroLedures

(see page 6). The number of Category II NIE's. shouid decrease in coming:

months as the number of Category'l {ncreases — e —_—
i

111, The.major military NIE's. ‘Military estimates (and Lome other

{mportant Soviet estimates) will be produced on a perfodic sdheduhc

approved by the DCI after consultation with NFIR {see p;ge 8).
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nd drafters shall assure that drafts: » '
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preparing such assessments. Principals, Cha{rman of estimates.
!

Are as directly relevant to ongoing policy concerns as

possible, within the ground rules of appropriate discfussion

by intelligence officers. They should be written {n'

- Avoid secondary {ssues and unnecessary detai}.

\
e s cv———— s . 3 .
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awareness of the US role in the given s{ituations, ana;\yze
the degree to which these situations may be susi:eptib'le to
the influence of the S or its friends, and address the

significance of various outcomes for US 1nterests

Contain as much estimative thrust as possible, 1nc1ucling

where appropriate possible alternative future developments.
- ! !

Integrate policy, military, economic and other factm;s -
: ] .
especially with respect to economic forces and lto the broader

political purposes of military power. i '

)
i
.
L3

Contain. as has beern the practice, any eltem"tive 01"

dissenting views. . —_
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Category 1 Fast-Track Procedures

f Inftiation. Preparatibn of Category I papers may be prop;sed to the |’
Gbx by &ny senfor officer, although the concerned K10 {s expectid to

a.nticipate the need for such estimates throuch his partic‘ipatiqn {n the .
policy formulation process. If the DCI approves, the ChAirmangulc will o
imnediately notify NFIB Principals by telephone or LDX, design;ting a . '
responsible NIO ac Chatrman of the estimate and requesting that each

Principal name a single qualified officer to represent h%m in gfthe

coordination process. Representatives should have access to &nd be able

to speak for their Principal. | 5
Terms of Reference (TORs)/Concept Papers. The estfmate_icr.airrnan

will immediately prepare drafi TORs, check them out with the ;-equester
end the=p(l, g;,;jgoordinate them with the representatives by telephone
and LDX. For S‘ﬁIE's these steps should take no more than 24 hours, for
NIEs in Category I no. more than 3 days. . - : .

Drafting Responsibilities. The Chairman will in the course of

establiching TORs negotiate with the representatives to fdentify drafters

and ccntr‘lbptors who are both qualified and availabla. It will be the
responsibility of the Principals to free assigned drafters and contributors
from conflicting duties until the draft {s coinpleted. ;For S}ﬂE's this
should regularly require no more than two days, for Nl;E's 1n Category I,
five days. : ,

Format. Each draft cstimate (NIE or SNIE) will regu'lq}‘ly consist of
a very brief (one printed page) Summary Conclusiors, and th;é Estimate proper
(no more than five pages for an SNIE and ten for an NIE). Where appropriate

and essential, annexes may be appended. _ ,
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Coordination. When the Chafrman has a satisfactory dra fto bewity = - -

distribute ? t to the representctives for coordfnation, norma]ty by LDX.

;Representntives should {mmedfately seek the views of thefr Principa!s.

.For SNIE's, the Chafrman will when time permits convene a repﬂesentatives ‘.
meeting to cookdinate the paper, but in extrsme cases will coordinate by
telephone. 1In any case the time renuired should not be more than two duys.

- For Category ! NIE S, representatives will normally meet and coordination
should be complete in no more than five days. : |

NFIB Consideration. Category I estimates will nonmallyfbe reviewed

. by the DCI at this stage. Concurrence c¢f the Principa!s in SNIE s may then
be obtained by telephone or through a special NFIB meeting This process
should take no more than 24 hours and may be accomplished in the course
of coordination. Category 1 NIE's usually will be considered at a regular
NFIB meeting if conveniently scheduied or at a special meeting. No more

than three days should be required. . o B .
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Category I! Procedures : !

!

Initiation. NIE's in Category IT will normally be pmpoged by the

ﬂlc and scheduled well {n advance, although any NFIB principcllor senfor
Policy officer may request one. The schedule will be cons!dered by NFIB

o

quarterly and 8pproved by the DCI1. Should an additfon to or deletion from
‘the schedule be proposed, Principals will be given an oppoﬂ:unﬂy to comeant
prior to decisfon by the DCI. Before work begins on a peper, _‘the Chafrman,
NIC 1s responsible for designating an NIO as Chafrman and mﬂfy'ng the
Principals. Each Principal {n turn will designate a s1ng'le kmﬁeégm'fe e e
officer fully empowered to represent him {n preparatfon of ths estimate, -

Terms of Reference/Concept Paper. The estimate Cha‘irmd will

prepare draft TORs. He will assure that before they are sent:%ut to the
agency representatives, these papers have been checked out uiéh the policy
officers concerned and principal users and have been submitteJ to the DC]
for his review. Once these pajers go out to the rep*esentativts. the latter
will be requested to review them with their Principais beforexthe repre-
sentatives come to the coordinat{on meetings. The usual time!to be given
for such review, prior to the meetings of the representatives, will be one
week, ln cases where later circumstances warrant significant{changes in
the {nftial purpose, scope, concept, or TORs of a given paperl the Chafrman
wﬂl ensure that these changes have the approval of the DCI and the NFIE
g?incipals. : i |

2. Drafting Responsibiifties. The Chairman will, in the cburse of

4

prapar{ng and coordinating TORs, identify drafting ofﬁgers Cﬂd arrange for- -

BTy
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contributfons from individual agencies. It will be the responskb111ty of

e&ch Principal o ensure that designated drafters from his agen*y are freed
-from conflicting duties and to ensure that contributions assigned to his

.agency are delivered on schedule. Drafts should regularly be comp1eted

within one month. : } T
Formst. Each draft NIE will normally consist of three entitfes:
(1) the basic estimate, (2) a shorter Key Judgments section, and (3) a very

brief (one page, in most 1nstanées) Summary Conclusfons. A1l three entities

wi11 be regularly coordinated by the Agency cepresentatives. ¥hen published,
however, the first volume of the NIE will consist only of two i)ortions:
that is, the Key Judgments become the estimate; the Summary Conclusions
be°°mf‘§Ee exg;qg&ye summary. This package should be no more ?han 15
printed pages in"length. The initia) basic estimate wi'] generally be
pub11§hed as backup analysis in an accompanying Volume II. There will, of
course, be occasions where the length or complexity o; the estimate will
necessitate varfations on this concept.
Loordination. When the Chairman has a satisfactory drafét. he will

distribute {t to the representatives. The latter will be given two weeks
to consult with their respective Principals on the content of;a draft
before the repre.enta+xves meet for coordtnation with the papér's Chatrman.
The representatives wi]l meet on consecutive working days forias long as

5 necessary to complete coordination. Discus;ion at these meetings will center

;'on ironing out questions of fact, examining the principal assessments of the

gi‘va_n paper, and identifying mafn areas of agreement or dislércmnt/dissent.
' i
: I | |
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It msjor reVisions are necessury, there can be a cleanup meetiqg to review

the final teit; new {esues will not be raised at rleanup meetiﬁgs. Any
najor fssues Lot resolved at representatives’ meetings will bJ examined at

RFIB by the DCI and the Principa!s. On occasion the representat{ves may

coordinate and forward Volume I before turning their attention to Volume 1.

KRFIB Consideration. Volume I as coordinated by ?he-*repljesentatives

(that is, Summery Conclusions and Key Judgments, togethe% w1tﬂ any dissents p

or unresolved issues) will go to the DCI for approva] and distributiou to

the Pr‘ncipa]s. who will be given at least seven working days ' to review the
fina) draft. It will be scheduled for the next formal meetiné of NFIB

thereafter. At NFIB discussion w111 center on the estimate's. major questions.

with any necessary editorfal or minor fixes to be done subsequen*ly under

the direction of C/NIC and the poper s Chatrman, as directed at NFIB by the

DCI. The Chatrman will also be responsible for confonning a coordinated

Volume II to Volume I. Volume II will be pubHshed w‘lthin oné month after

Volume 1. | . .

Cstegony 11] Procedures

The procedures outlined above for Category-Il! in general apply also to

Category III. These papers are lkely -to be longer (sometimes more than
two volumes) and more complex than those in Category II. and arrangements

for their production may involve an elaborate structure of wurking groups and

ubgroups. DCI Committees, etc. They will also take more time to prepare.

Honetheless. every effort will be made to move them along expeditiously.

lnd to keep Volume I concise and policy-oriented. Present production of | |
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These procedures should provide a mt.x‘lwm of one week for the production
' pf SKIE's, three weeks for Category 1 NIE $, and ‘hree to four;months for the:
proouct‘on of Yolume I of Category II and most Category I!l NIE's. Principals

will of course, retain their rignt of dissent {n all cases and cetegorfes

of estimatas. ] | '
After publication of an SNIE or NIE, the estimate Chafrman will convene

the representatives for a review of NFIB discussion of t‘he prdcgss. and of
the final document. This meeting should focus on 1dentify1ng ;gaps in
collection or analysis for future reference. The Chairman wﬂ'l be responsib'ie
for taking further action through appropriate channels to f117 such gaps.

Any of these procedures may be abridged by C/NIC when an estimate {s
needed more quickly than they will permit. The only essentiai conditions are
that each agency have an opportunity to dissent, and that the'DCI apprové

the final product. ; i .
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